Introduction
In May 1993, the Australian National Project on Leadership and Management Training for principals published its report entitled Leaders and Their Learning [1] . The report acknowledged that the project was undertaken in a time in which economic and social changes were occurring at reckless pace, values long regarded as desirable were vanishing, and restructuring was under way in every business, bureaucracy and endeavour in the quest for better efficiencies, rationalization and value for money. The report concluded that, as a result, "the role and functions of principals are evolving in different directions".
The report identified several new realities for principals. Included were:
• a sharper delineation between leadership and management in schools; • the need to accept, learn about and develop skills in new styles of leadership previously not part of the principal's repertoire of activities; and • the essential prerequisite for growth in a growing world -ongoing professional development.
Similar themes of reform and fragmentation were identified by the National directions in education conference [2] , namely:
• Curriculum overload in schools. Such change is "across the board" and not confined to one or two major curriculum areas.
• The debate over standardization, testing and "outcome" statements in educational endeavours. The Conference regretted that this debate can degenerate into a particularly nasty one for people with an interest in education and often results in teachers, school administrators and system authorities becoming engaged in inconclusive argument.
• The movement that regards education as a business with a retailing view of its function.
That the principal' is caught squarely in the middle of these themes of fragmentation and reform is supported by Savery and Detiuk [3] who give some indication as to the complexity of a principal's working life when they write:
…there are now ever increasing demands made on the principals by a number of diverse interests, for instance, parents, school children, the teachers, government and its ever growing regulations, the Education Department and its practices and regulations, all of which the principal must attempt to placate.
It must be remembered that behind every principal's day of decision and action there is often a great deal of staff debate, individual justification, frustration, agonizing over outcomes and perhaps anger. ln this whirlpool of change, a principal's major responsibility is for people. Schools are people places. Recent research indicates that such responsibility is more likely to lead to heart trouble than any other types of responsibilities [4] . Stress is a major factor in the prevalence of heart disease and controlling stress in self and others is vital in the promotion of a healthy and productive work environment.
Background
Stress is as unique as the individual and its influence on psychological and physiological health is determined by:
• the characteristics or nature of the given stressor; • the perception of the individual regarding that stressor; • the hereditary, psychological and physiological susceptibility of the individual experiencing that stressor; and • the ability of the individual to perceive positive control over the outcomes potentially generated by that stressor [5] .
Data from an ambulatory blood pressure monitor (ABPM), structured closequarters observation, personal questionnaires, participant interviews and staff interviews to observe, describe and analyse the physiological, psychological and work stress of primary school principals. Looks at previous research which identified certain managerial tasks, as being more stressful than others. Finds that, while the physiological testing of principals in this study showed a wide range of blood pressure movement, the results differ somewhat from earlier research. Presents evidence to show that other factors are at work in influencing a principal's stress levels apart from the managerial task. Posits that the intensity of the situation is dependent on more than the managerial task engaged in at the time.
The above determinants are indicative of the modern trend to view stress holistically and in a transactional sense, where stress is discussed in terms of an imbalance between the person and the environment operated within. This approach has not always been taken and stress research has evolved over a period of time. The current research is based on the transactional theory which supports the following notion:
(Stress is) a complex interaction amongst the environment, personality and the body …that is an external environment puts demands on the nervous system which are mediated by the personality (the combination of desires, drives, preferences, background and upbringing) triggering complex biochemical reactions [6] .
The conceptual model shown in Figure 1 provides the framework on stress that guided the current study. The three perspectives presented and the aspects associated with them are intertwined and constantly changing in emphasis as the daily rhythms of life change. Together they impact on a person, singly or through others, to cause stress. The model shows how a holistic understanding of stress can be reached by considering all perspectives. In the past, most research into stress took a subjective approach using self-report questionnaires and survey type documents. The present study, however, approached the problem of discovering the amount of on-thejob stress principals face by gathering data from each of the three perspectives including reliable medical statistics gained through the use of blood pressure monitoring which is accepted as a trustworthy indicator of physiological stress [5, p. 631] .
Research purposes
The primary research purposes were as follows: 1 Observe, describe and analyse the physiological, psychological and work demands placed on principals. Is there a relationship between managerial tasks (as identified by Sieverding [7] and defined by Mintzberg [8] and recorded by the researcher) and job stress? 2 Physiologically measure principals (using blood pressure as an indicator) and relate these measurements to recorded incidents in the day (incidents as observed by the researcher or reported to the researcher by the subject). 3 What role does the psychological perspective play in the stress equation?
The study 
Field-based study
A crucial component of this study was the structured observation of five principals at work. It was chosen as a means of gathering data because it is practical, has a history of use in Australian settings [9] and is less open to challenge than participant diary keeping. There are difficulties with structured observation and critics such as Gronn [10] have claimed that it is an exercise in futility since, in the face of intrusion and scrutiny, informants will cease to be natural. While Thomas [9, p. 45] recognizes the potential problems with researchers who may impose their own experiences, or who are selective in recall, or who are overtly intrusive thus failing to gain satisfactory rapport with the subject, he insists that observational studies can offer the researcher an extensive variety of approaches to gather data. The logical approach, according to Schatzman and Strauss [11] , is for the researcher to be as close as possible to the object of study, to watch, listen and learn from the symbolic sounds that characterize this world. This study was in many respects a replication of earlier work by Sieverding [7] and Whan [12] both of whom attempted to match physiological data with management tasks. The methodology differs from Sieverding's work in several respects, one being the use of observation in this study as opposed to participant diary keeping, used by Sieverding's study group. The use of diaries was rejected because of methodological concerns over the principals' ability to sustain accurate reporting. As demonstrated, structured observation has its challengers and, to ensure criticisms were counterbalanced protocols were put in place to alert both the participant and observer to certain phenomena. An observation protocol outlined expectations for both parties and informed the school staff on aspects of the study.
Psychological perspective
While the body's reaction to physiological change is relatively limited, the subtleties of psychological expression are richly varied [13] . Our thoughts and reasons for taking certain actions or responses are our most private possessions, and even the owner can be forgiven for not fully discerning why he or she is feeling a certain way. Stress, personality and mental health are closely linked.
There In general terms, the higher the numbers, the higher the risk of developing heart disease. Blood pressure rises with age because the walls of the arteries become increasingly rigid while coping with the same level of cardiac output. The recognized problem with high blood pressure is that there is often no external symptom so that, when circulation is restricted, it is frequently undetected and complications with the major organs can set in. This is why hypertension is referred to as a "silent killer" [13, pp. 1-7] . "The first evidence of target organ involvement is all too often stroke, myocardial infarction or sudden death" [13] . Blood pressure measuring in clinical settings is routine; however, field studies over time of BP movements have not been conducted because of the size of the equipment. The technology now exists to measure BP successfully by using an unobtrusive and fully ambulatory apparatus. This device's size, accuracy, memory and various technical functions enable the wearer to do almost anything except use a power tool. The Welch Allyn "QuietTrak" is an example of such advances in microchip technology. To an outsider looking on, the equipment looks similar to an ordinary belt pager. QuietTrak is lightweight, weighing 355 grams, and small, with dimensions of 11.43 × 8.6 × 4.1cm. It has a silent cuff inflation and deflation mechanism which can barely be heard by a person standing alongside the wearer and allows the subject to continue working immediately after an inflation. The cuff is fitted to the upper arm and discreetly located under the shirt or dress sleeve. This makes the system most effective in the ambulatory environment. The patient does not have to record or even look at the display reading on the belt, as this information remains in the machine's memory until downloaded on to a computer. The QuietTrak system is powered by four AAA batteries.
The system was programmed to take a BP reading every 15 minutes while the principal was at work. With direct observation being a central part of the methodology, the researcher could thus match managerial activity to a blood pressure reading once the day's results were downloaded on to the QuietTrak software.
Managerial activity
The consistent and accurate identification of managerial tasks performed by principals is essential. Mintzberg [8, p. 55] focused on what managers do and defined a role as an organized set of behaviours belonging to an identifiable office or position. In many ways it is a categorizing process, a partitioning of the managers' activities into task demands. Mintzberg [8] explains these roles as logical, with enough empirical evidence to support these divisions as common to the work of all managers. His categories are well suited to this study for three reasons. First, they are all observable. They can be witnessed and noted. This is a crucial consideration in the methodological path chosen for the study. Second, they account for all things a manager may actually do. Third, while the roles are described individually, they cannot be isolated. They were always intended to be an integrated whole. Mintzberg [8] calls this a gestalt. In the fast-paced, varied and atypical life of a school principal, recognition of these three attributes is vital.
Mintzberg [8] provides the following as a sketch of the ten roles. In this study they were used as the standard definition for the researcher. By using these standard task definitions across all principals, the researcher was able to match changes in blood pressure to actual management tasks undertaken at the time. Additional information was gained through the observation process. Participant and staff debriefing added to the information base and subsequent analysis of the data.
Procedures
Five principals (identified as PP0l-PP05) were selected from across the Brisbane Catholic Education systemic schools on the basis that their personalities and management style were not known to the researcher. One full working week was spent in each school with the researcher arriving before the principal and leaving as the participant departed school for the day. On arrival, participants were connected to the ABPM. This simple procedure takes several minutes. The brachial artery is located above the inside of the elbow and a microphone sensor is placed over this artery and taped down. The inflatable arm cuff is strapped on over this sensor and under the shirt sleeve. A flexible rubber tube connects the arm cuff to the monitor. This tube goes under the participant's shirt to the monitor which is worn on the belt. All participants reported that after a short period the wearer forgets that the machine is being worn. There are no beeps or buzzers, and only a gentle hum can be heard in the inflation period of about 30 seconds. There is no need to shave the chest region and the device can be attached without any embarrassment, making it easier to include women in the study. Recorded data are stored in the machine and downloaded once the day's observation has concluded. Once connected, the principal immediately began his or her usual daily routine. In an effort to be unobtrusive yet still close to the action, the observer maintained a distance of about eight metres from the principal which did not interfere with the participant's personal space while still allowing visual and voice contact. A logbook carried by the observer was used to record management activity, time, outward psychological appearance, work description, location, participants and other related information, including any obvious and observable evidence of stress.
All participants were given a personal inventory to help assess their current lifestyle, workstyle, health and physiology under the following headings:
• basic physiology; • educational experience; • current educational responsibility; • leisure and work activities; • medical history; • nutritional information; • school working conditions; and • organizational relationships.
This information, along with the daily debrief, end-of-week formal interview and staff debrief, provided the researcher with a wealth of valuable knowledge about the subject.
Findings
The study findings are presented in three sections covering case presentation, situational intensifies and recommendations to administrators.
Case presentation
Two of the five principals observed are selected to demonstrate the management profile and behaviourial patterns of a high and a low physiologically stressed principal. These two examples will serve to illustrate:
• the application of the methodology;
• the ways future research may be contemplated; • how management styles and differing personalities lead to variations in physiological responses.
Blood pressure over 90mmHg (diastolic) is regarded as hypertensive. 3 Daily above norm analysis (the percentage of diastolic readings rating above 90mmHg for each day). 4 Blood pressure movement (recording the change from resting BP to the upper limit of BP in both systolic and diastolic pressure). A selection from these graphs is presented in Table I .
The opportunity to use chi square and log linear analysis to measure relationships between task, personality and stress level was extensively explored and eventually abandoned because of the low frequency scores in some cells, shown in Table I . The only way these statistical tools could have been employed in the current study was by collapsing some of the cells to achieve a greater frequency count. In doing so, the distinctive qualities of each category would be corrupted. Hence the decision not to proceed with this style of statistical analysis. It remains, however, a constructive approach for follow-up studies using a greater number of participants. Both statistical processes have obvious utility in this field and should be the focus of further study.
Case study No. 1 PP02 PP02 is very direct in her manner and yet quite personable. She has high standards in both a personal and professional sense and is precise in her conversation. PP02 is ordered in her approach to school management matters; very thorough and well read on all educational affairs. She is highly involved in every aspect of the school and needs to know about everything that is occurring. As a principal, she is focused and always active, moving quickly between engagements. A feature of her conversation pattern is her passion and involvement. It does not matter to whom she is speaking, the principal is intense and genuinely interested. At work, the principal enjoys merriment but she is certainly not a frivolous person. The observer believes she is highly respected in her school.
The personality perspective and management profile are closely related. PP02 is a type 3 on the Enneagram. Perhaps a meaningful feature of her personality is that she knows herself well. She could relate to the observer insights about how she operates from a personal knowledge of the Enneagram and the Myers-Briggs instrument. The Enneagram notes that type 3 personalities are industrious, energetic and practical with a great drive to activity. Consequently they are keen on lists and schedules and put work before all other things. Others look to these people to run things and they have to be very careful not to overwork themselves. Stress can be a problem for the type 3 personality and can lead to emotional and physical problems. They need to be aware of the dangers of being overly hasty and take the time to factor in the needs of others. For all this they are quite good in teamwork and their enthusiasm can fire others and be contagious. Their strong motivation keeps others on their toes [15, pp. 39-50; 17] .
In a practical sense, the principal's ordered desk, attention to the students' uniform, the emphasis on children moving about in lines, her formal attention to the teachers' programmes and the need to have the school looking flawless were significant in her list of priorities.
An analysis of the results for case study 1 are given in Figures 2 and 3 .
The shaded bars in Figure 2 indicate systolic pressure and the white bars indicate diastolic pressure. The reference mark (RM) is a measure of BP which is the average of those readings taken on the occasions when the principal was alone, at his or her desk and working on low-key material. It provides an illustration of the lower end of working day BP and thus forms a useful mark for comparison. The RM is discussed later. It can be seen that for four of the five days the average diastolic pressure was over 90mmHg, indicating a significant degree of hypertension. In a clinical setting, this would cause a doctor some concern. It should be remembered that to obtain this average some much higher diastolic pressures must have been recorded. During the week the highest diastolic reading was 138mmHg (Day 3).
The percentage of readings above-norm analysis (Figure 3) shows the unshaded bars (diastolic pressure) above 50 per cent on almost every day and for Day 5 73 per cent of the readings were over 90mmHg. The norm refers to the principal's average weekly BP and therefore differs for each principal. The graph shows a consistent trend to above norm figures for both systolic and diastolic pressures. The reference mark figure (142/85mmHg) shows that the principal is capable of lower blood pressures and achieved them in moments of quiet, reflective and unbothered work periods, but blood pressures moved up sharply when this was not the case. Physiologically, PP02 was presented with sustained high working day blood pressures. Her fine sense of self, natural self-confidence which comes from years of successful These results should be read in conjunction with the earlier descriptions of work style and personality. Being a '"hands-on", very verbal and directive person, PP02 spent most of her time disseminating information and giving advice and direction to others. While her personality is such that she can do this in a non-threatening way, the physiological toll goes unnoticed until measured.
Case study No. 2 PP05
PP05 conducts himself in a relaxed manner and is not prone to emotional outbursts with teachers or parents. He is slow to anger and will tend not to confront people without giving the other party some space or time.
During the day he enjoys spending time with people and being out of the office. Consequently, paperwork and routine desk jobs tend to slip behind. PP05 often complained about the paperwork left over from the afternoon before and the fact that it mounts up. He regularly takes a deal of it home to complete. PP05 is not the type of person to be in control of the agenda in all situations and he can delegate jobs effectively. He admitted to the researcher that he is not keen on organizing timetables and the researcher saw little evidence of the array of timetables that are sometimes seen in schools. PP05 has a clear idea of his position and responsibilities and he knows himself well. He is personality type 2 on the Enneagram and the observer witnessed several incidents that confirm this placement. Type 2 personalities are commonly called the "helpers" because they are insightful and generous and tuned in to how others feel. They relate easily with other people and have caring, sensitive natures. They value the time they spend in relationships more than how much of the agenda is accomplished. They are non-violent and nonjudgemental. The observer saw the principal as a very calm, interested and obliging person who even when describing the actions of a staff member who made life rather wearisome for him several years ago, remained quite balanced and non-judgemental about the person although the incident still troubles him. Type 2 personalities have to watch their stress levels because they find it hard to say "no" They need to set limits for themselves and not feel they are responsible for everything. They tend to suppress their real feelings in an effort to be tactful. They like taking care of others and need to remember to take care of themselves. Type 2 personalities have a strong desire to be loved by everyone and in "real life" this is a somewhat unreal expectation.
The RM diastolic figure of 81mmHg indicates a sound blood pressure and, apart from day 1 (see Figure 4) , the daily averages were all under 90mmHg and close to the RM ( Figure  4 ). PP05's relaxed and easy-going nature possibly contributed to these figures. Day 1 shows as higher than normal and an analysis of the daily returns here shows 11 readings over 90mmHg contributing to the higher result.
The observation record for the day indicates a very busy and intense period up to 11:15 a.m. and it took some time for the diastolic pressure to drop. The highest reading during this period (diastolic 113mmHg) was obtained at school assembly where the principal addressed the entire school. This trend was consistent for all principals.
The percentage of readings above the norm for day 1 ( Figure 5 ) bears out this assessment of a busy and interactive day with 32 per cent of readings above 90mmHg. The rest of the week shows a gradual easing back to Friday's 20 per cent above norm. As with PP02, this needs to be read in conjunction with the daily diastolic spread. PP05's highest mark was on day 1 at 113mmHg. While high, it was not consistently achieved and for the rest of the week the totals amounted to 103mmHg (Tuesday), 98mmHg (Thursday) and 95mmHg (Friday). During the week of observation, PP02 attended two close to full-day meetings (figurehead). The first was an employersponsored systemic regional meeting which he was obliged to attend. The second was a voluntary local professional meeting which he was keen to attend, but one that could have been missed if the desk work was really that depressing in quantity. Even though disseminator tops the list, an analysis of the observational record shows that PP05 spent relatively little time in the office attending to the routine of sorting, assigning and reading mail. Most of the time was spent engaging in interviews (formal and informal), administration discussions, conversations with the groundsman and secretary and working on his personal computer. This reflects on the assessment of the personality perspective above where type 2s make themselves readily available to all without concerning themselves with the time consequences. PP05's week appeared to be relatively stressfree, recording moderate overall blood pressures. This is possibly because of the principal's easy-going nature and relaxed work manner.
Situational intensities
During the conduct of the observational and data-gathering phase, the researcher noticed inconsistencies occurring between managerial activity and rising stress levels. There was no consistent rise in blood pressure when certain managerial tasks required of the principal were repeated. This occurred even in seemingly comparable circumstances. It seemed that changes in the body's blood pressure during the day could not be ascribed solely to a Mintzberg [8] managerial task. This observation, supported by the BP results, differs from Sieverding's findings [7, p. 158 ].
Sieverding ranked stress by effect of managerial activity and listed the top three stressproducing activities as spokesperson, disturbance handler and student supervision [7, p. 158] . Note that student supervision was not included in Mintzberg's [8] original list of management activities and this category was added by Sieverding [7] . Of these, the first two were by far the highest stress-producing managerial activities. In the current study, the managerial activities of spokesperson and disturbance handler both returned a low frequency incidence total (32 and 16 incidents respectively out of 661 management tasks recorded for all participants), indicating that other managerial activities were taking up more of a principal's time. Sieverding's [7] results indicate a much higher incidence of activity in these management spheres. Whan [12, p. 294] notes that stressors such as the shortcomings of teachers, pupil misdemeanours, meetings, deadlines, interruptions and work overload caused physiological signs of stress. Whan's findings are in line with the more traditional notion of stressors. That is, such incidents will generally provoke a stress response no matter who is involved or what the circumstances are at the time.
The current research takes issue with this assumption and clarifies the role of stressors by stating that the mere presence of a generally-accepted stressor (for example, a recalcitrant pupil or having to speak to a crowd of children or parents) does not necessarily always mean a rise in BP. Other factors are at play. These mediating factors can be explained through the concept of situational intensities.
Throughout the weeks of observational study, there were times during each day when each principal had a BP reading taken with several conditions constant, namely:
• The principal was alone and unbothered for five minutes either side of the reading.
• The reading was taken when the principal was seated. • The reading was taken when the principal was at his or her desk. • There were no phones ringing or outside intrusive noise to distract.
• The principal was working quietly (light reading or note-taking but not furious deadline-writing or activity requiring intense concentration).
These specific BP readings were noted and an average reading for the week was calculated. This is termed the reference mark (RM). The RM is a measure of the lower end of a principal's working day BP. It is not an average, which by definition takes in all readings (including the highs), but the BP measure of a working principal alone and unbothered. The opportunities for taking an RM varied between principal and hence the need to average these readings across a week for each subject. The RMs for each of the five principals were:
• PP01 119/82 mmHg;
• PP02 142/85 mmHg;
• PP03 119/83 mmHg;
• PP04 117/82 mmHg;
• PP05 128/81 mmHg.
The researcher noticed that this brief period of tranquillity in a principal's day rarely lasted and other factors quickly intruded into the scene. These are explained as situational intensities because they have the ability to change the working equilibrium immediately.
To describe them as stressors is perhaps a simplification because the events previously defined in such a way do not always evoke a rising BP response. Whan's [12] study shows the near impossibility for successful forward planning of events and meetings in a principal's day. Each of Whan's [12] case studies is brimming with unforeseen, unwanted and unavoidable interruptions of every conceivable nature from major to minor and serious to humorous. Other studies by Phillipps and Thomas [18] on interruptibility confirm this phenomenon. Clearly, the principal has little control over the situation, unlike the doctor who has a schedule of appointments and a secretary to vet telephone calls and deter unannounced intrusions. Figure 6 explains this unique working environment. During the weeks of observation, the researcher saw principals' days in a state of constant flux. Sometimes the intensity of the situation changed from minute-to-minute.
Variations to the RM can be caused by the following six factors: The model explains how in any encounter the intensity can fade away or gain potency rapidly. In the past, category 5 tasks have most often been described as traditional "stressors". The model shows that there is more going on around the principal than just the obvious and visible event of the moment. These changes in intensity are reflected in the body's physiological functioning (as evidenced by BP movement). Events such as:
• a child arriving at the office with a wound which is bleeding; • an angry parent arriving to see the principal without an appointment; • a teacher demanding clarification on a principal's policy position; • the secretary expressing anger at the amount of work; • a computer breaking down; and • the principal counselling children who have been fighting; need to be judged in terms of the six categories above. On this reading they may all appear to be stressful events likely to cause a significant rise in BP. In reality, this may not be the case as other elements from the situational intensities might serve to dampen any rise in BP. Some of these might be:
• An acceptable joint agreement between the parties was easily reached • Humour diffused the situation.
• An acceptance of responsibility or of a misunderstanding was offered by either or both parties. The reverse was also evidenced and there were occasions when the principal appeared to be in a situation which might well be construed as high stress and yet the end-of-day figures did not bear this out. Mediating circumstances were present and the daily debrief served to assist in the analysis of why these events did or did not greatly trouble the principal.
Situational intensities can also gather force incrementally and change the circumstance of the interaction in a subtle way. This happens when:
• social calls change to business and matters turn serious; • a conversation with one teacher suddenly becomes potentially troublesome when several others join in; • a student interview reveals more than was expected; • discussions with a supervisor cause a sudden change in mood.
This model can explain changes to the working equilibrium and why a certain managerial task may not be as stressful as it initially appears to the observer. It also accounts for "play-acting" on the part of principals in cases of student discipline and how seemingly friendly social interactions change tempo and turn serious.
Recommendations to administrators
The following recommendations are divided up into short-term and longer-term options to reduce the impact and spread of stress.
Short-term options
The short-term options as proposed are not "quick fixers" designed to give instant relief to stressed principals. Without a good measure of self-reflection they will deliver little.
There is no doubt that in the ebb and flow of school life variations in a principal's intensity level and attention to issues is inevitable. Situational intensities (SI) is an attempt to describe that changing and occasionally volatile working environment.
In the short-term options available to principals, there is great value in understanding the concept of SI as applied to self. An awareness of self allows the person to make possible future adjustments after reflecting back on the way a situation developed or was handled. Personal reactions to stressful events can be understood better by thinking through the six factors of SI and asking questions such as:
• Do I need to focus my attention more clearly when conversing with that staff member (degree of engagement)? A good measure of frank self-reflection is also essential when considering the original conceptual model (Figure 1 ), for it too has utility in the short-term options for understanding where stress comes from in a person's life. It is strongly suggested that the principal honestly assess the relevance for his or her personal situation and take the appropriate remedial action. In that consideration, strengths should be acknowledged so it does not become a negative process.
Lifestyle/workstyle options • Is technology used to maximum advantage?
Psychological options:
• Appraise avoidance behaviours.
• How much laughter is there in a day?
• Watch temper and anger levels.
• Use of rewards to staff (praise).
• Use of rewards for self (home early, long lunch). 
Longer-term options
The following six longer-term options are presented to assist principals cope better with the complexity of the job. They cannot be put into practice overnight and they will not provide instant relief. They require a high degree of commitment and dedication. The six longer-term options provide a professional framework to assist school principals to operate in a complex web of human interactions. The six options relate to: 1 vision; 2 decision-making style; 3 communication; 4 hardiness; 5 character; 6 peer support.
When combined with a carefully considered personal taxonomy of coping across the three perspectives (lifestyle/workstyle, psychological, physiological) and an understanding of SI in the work environment the principal will have both professional and practical ways to stay at optimum performance in both the short and the longer terms.
Vision
Recommendation: develop a process for securing a shared school vision with parents and teachers.
This vision recommendation relates to both school "mission statements" and to the development of a joint staff and parent action plan over several years.
Decision-making style
Recommendation: develop an appropriate decision-making style based on knowledge of self. Chamley et al. [19] believe that because of the vast range of decisions a principal must make he or she can easily fall victim to the '"superprincipal complex". This heroic figure aspires to be an expert in all areas. Trying to be everything for everyone is a perilous endeavour.
Communication
Recommendation: adopt attitudes and behaviours in communication that are stress reducing (rewarding) to others rather than stress provoking (punishing).
Communication and decision-making style are closely linked. Good communication takes time. Notes in pigeon-holes, rushed verandah conversations and distracted discussions in crowded lunch rooms may be necessary, but time for better quality sessions should be sought. Good communication eases the stresses of the day by exchanging information agreeably.
Hardiness
Recommendation: seek to develop a strong psychological profile through the hardiness constructs of control, commitment and challenge and through a thorough knowledge of self.
Hardiness is a general personal characteristic that emerges from rich, rewarding and varied childhood experiences [20] . This general quality manifests itself in feelings and behaviours that are characterized as:
• Commitment. Where a hardy person views new challenges as interesting and meaningful.
• Control. Where a hardy person sees stressors as changeable.
• Challenge. Where a hardy person sees change as a normal aspect of life rather than a threat and looks to change as an opportunity for growth [21] .
Character
Recommendation: in the final analysis what we are communicates far more eloquently than what we say or do; so seek to develop sound character traits as the foundation of success.
In the longer term, recommendations about the development or recognition of the importance of character as a "stress reducer" may seem somewhat out of place and yet modern managerial theorists such as DePree [22] , Block [23] and Covey [24] all go to great lengths to extol its virtues. Trustworthy relationships are a key factor in organizational health and this recommendation clearly places the school principal in a modelling role for maintaining the good repair of relationships in a school.
Peer support
Recommendation: use peers (fellow principals and trusted others) as a means of social support to buffer stress.
As part of a strategy to guard against stress, this final professional recommendation to principals seeks a large measure of personal honesty. Numerous suggestions have been made in the stress literature of the possible beneficial effects of social support. Willis [25] calls on principals to develop a personal support system of trusted others to whom the person can turn for advice and empathy. In making this call he cautions that it should not just be a case of "talking shop" with colleagues but should include opportunities for constructive criticism, analysis of problems and the opportunity to develop new perspectives.
